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MEMORANDUM FOR: Ofrector 
7s/ Sohn BD. iams 


FROM : Comotroller 
SUBJECT : Thoughts on the Reorqanization 


1. Last week you asked for theughts on the new Executive 
Order and its implications for your role and for CIA generally. 
The following observations respond to your request. 


2. First, it geema reesonable to assume that the success 
of the newly created CFI in carrying out the resource review 
task assigned to it will depend to a degree on your impartiality 
in leading it. In day~to-day terms, this suagerte that you 
should net be the princinle sockesman within the CFI on budeetary 
issues affecting CIA. It algo means that the CIA budget should 
be reviewed by you and the rest of the CFI in exactly the 
seme way as the CCP or the NRP are reviewed, The Agency's 
programs will suffer, however, if there is not a eingle strong ase \ 
advocate for the CIA position on kev issues before the CFI. 
Roth requirements will be met if you will look to vour Agency \ 
Deputy te present resource issues to vou end the rest of the ‘i 
Committee, ellowing you to take an independent view on all \ 
of the resource igsues which come hefore the CFT, \ 


\ 


3. Second, the above sucaests one mator resnonsibilitv \ 
which the Agency Deouty should undertake, However, an Acency 
Seputy should have other responsibilities as well. ‘These 
might include: 


~~Managing the Agency's involvement in eny lone-term 
reviews of Intelligence ¢ “munity performance by the we 
| CPI or the Intelligence Community Staff. (Thie will x 
bé an urgent reoulrement if we are to avoid presentina 
@ pieture of great confusion te the CFI.) 


25X11 
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~-Reviewing and/or organizing effective clennine mrocesses 
in such areas as commuter colicy, 8D&E velicy, and pas 
product relevance. (Overview of these responsibilities, oe 
because they affect many components, shovld be 


centralized, ) 


—Reviewing command and control mechanisms (the Insvector 
General, the Office of the General Counsel, the 
Comptroller, the Agency regulations~setting staff) 
within CIA to ensure the scGequacy of these mechaniars i ON 
and effective implementation of Acency-wide nolicy. i ae 
(We have been criticized in these ereas over the -_ yes 

‘ past year. One individual should be in charce of over- | 
seeing this broad area.) 


~~Eetablishing a continuine review of Acency personnel ee 
policies, particularly es they relate to sunergrades. 
(An effective Agency-wide sersonnel process st the | a 
supergrade level would help establish a cadre of 
senior managers with in-denth exmerience in all 
aspects of Agency activity.) 


Py 


~-Reviewing existing internal orqanizational arranc 
ments to be sure they are facilitating our overall 
mission. (Only a central nanacer cen effectively ‘ 
raise and resclve orgenizetiona] issues which cut 
across existing organizational lines.) 


~-Chairing the CIA Hanecement Committee or whatever | we 
successor organization may he desianated to cerry “S 
out its functions. 
<a 
~-Servine as Ge facte head of the DCI Area (excest | ba 
the IC Staff) ané the = Career Service, 

4. In adéition, the Agency Deputy sheuld prebably eventually | . 
be made resnonsible for those DOC end DOSe? omerational matters A oie? 
that now occupy e portion of the DCI's time. Giving the Aaency Oe va 
Deputy Director this responsibility would however raise a ee 
number of complex igsues which should be carefully considered. ie 
Thus, this is an erea where it would be best to oroceed slowly 


before drawing firm conclusions. 
>. Finally, perhaps the most iroortant cauestion to be 


raised about the Agency Deputy's resnonsibilities concerns 
the extent to which he is responsible for day-to-day menegerent - 
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i the production recess. se Cefer to others in arcarina 
the ores end cons of the various options available--rerelv netina} 
here that this is an issue. A strona case can be made that the ; 2 
Agency Deputy should net come between vou and the production rr, a 
function~-nowever you ultimately cheose to organize it. Soave ‘ 


&, Creation of a Deputy Directer rcle as ebove will have e 
the practicsl effect of reducina your involvement in numerous 
Agency problema and in reducing the accega to you which the 
Deputy Oirectors end heads of the independent offices: have 
dong maintained. On the positive side, it should free you to 
de things which you may well consider of greeter importance. 
Without mininteing the adjustment which rost of us will need 
to make, it seems imperative that an effective “CIA Program 
Manager" position be created and that this be done sooner, 
rather than later. It will not he easy to find a man to 
fill this resition. He must be loyel te you as the head of 
CIA yet must also be stronq-minded enough to arque an effective 
CIA case to you ag the OCI. Furthermore, he must be willing 
to snend a great deal more time on management matters than has 
been the cage in the pest. Without such a manager, the Aqency 

sues 


eg ia 


will have e very difficult tine. coping with t: 


eaten esa 


which are “certain to aris 


1 aS cue ie AR Lae DE ne oe 


th s 
(vniees there ‘is_ an ‘effective central ¢ manacer). 


7. On another iasue, ecuineing the CFI and the IC Staff to 
accomplish the resource review task set t forth in the Executive 

Order will likely involve a number of difficult adjustments 

for the individual programs which make un the Intelligence Community. 
Doubtless the major impact will fell on Defense, Rowever, CIA 

too will probably need to make substantial and Gifficult adjustrents 
as it accommodates itself to CFI review. To minimize the adjustment 

everyone wil] be called umon te wake, anc’ to helm guarantee 
that all of those effected by imposition of the new review process 
have a steke in essuring its success, we belfeve the CPI should - 
take stepe to ensure that: a 


[ 
~The various program managers are themselves the advecates | 
fer their pregrams and are given armele osportumity to: | 
earry out thie resconsihility. pe 

{ 

if 


~-The program manacers are closely Involved in the 
development of whatever budnet review process if set J 
in motion. Re 


UuNriDEN HAL em ag 
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- the work of the verious program managers but instead 
examines cross-program problems and issues which will 
not otherwise be effectively examined. 


-~-The IC Staff, to the extent possible, does not duplicate a“ 
Cc 


8. We have been discussing reletionships between the CFI | 
and the IC Staff on the one hand and the various program managers f 
on.the other. One particularly tricky problem involves the xe 
extent to which the IC Staff will wish to come between the various AE 
program managers and other outside review groups, e.g., the Office | AS 


, Aba 
of Management and Budget and the Congress. Some tension seems ae, wr 
inevitable. A basic purpose of the reorganization is to establish '7 ;:,.~ ad 
authoritative Community leadership on resource matters. Presumably (776 ae 
this requires that the CFI and its staff be in a position { a 
to "manage," at least partially, relationships between all } 
Community components and both OMB and the Congress. This will 
necessarily affect existing assignments of responsibility, 
and it will probably never be fully accepted by program managers. 
As in all such situations, a set of common ground rules setting ~ 
forth who is responsible for which aspects of the various 
problems we face would be helpful. Perhaps these ground rules 
should be the subject of an early memorandum from the CFI 
to program managers. Equally important, a way to force effective ope 
communication between the CFI/IC Staff and the various program 6x 
managers in this area must be found. This will help to reduce ey 
the misunderstandings which inevitably will arise, and it will 
help to assure that the whole Community is speaking with one 
voice to OMB and the Congress. 


3. I understand you are already seeking a high caliber 
individual to head the IC Staff. It would be useful if you 
asked him to reconsider the mission and composition of the 
IC Staff at the earliest opportunity. It is not clear to me 
thet its energies have always been spent wisely; furthermore, 
its past analyses of Community management and budget matters 
have fallen short of the kind of thoughtful examination the 
DCI should have. 


Distribution: 
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